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ABSTRACT 

A study examined the problems encountered when 
organizations adopt management strategies based on teamwork and total 
quality management (TQM) and the effectiveness of training in 
avoiding such problems. Survey instruments were mailed to 85 
individuals involved in implementing work teams at 85 companies in 4 
Missouri cities; 23 responses (27.17. response rate) were received. Of 
the respondents, 87'/. reported uncertainty and/or fear of the changes 
being implemented and more than 40*/. reported that employees 
(especially supervisors) were reluctant to accept teamwork- and 
TQM-based approaches. Nearly 40*/. of the respondents used at least 
five of the following types of training to facilitate organizational 
change: conflict resolution, communication skills, team decision 
making, problem identification, problem analysis, and use of TQM 
tools. It was recommended that organizations adopting teamwork- and 
TQM-based approaches take the following steps: (1) provide all 
employees with sound and timely information about upcoming 
changes/events; (2) ensure that managers/supervisors believe in the 
new approach before introducing it to lower-level employees; and (3) 
make information about upcoming changes accessible to all employees. 
Appended are the following: survey instrument and cover letter, 
sample data analysis, possible data correlations, and lists of 
potential problems/benefits of teamwork-based approaches.) Contains 
27 references. (MN) 
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CHAPTER I 
INTRODUCTION 



T nt-^dncto rv fit.at.ftment 
Maintaining corporate competiveness and increasing 
functional efficiency are basic challenges that every 
company has to face. Theoretical concepts from the 
literature can be used to support organizations in their 
daily struggle. In this context a new approach such as the 
Total Quality Management' concept gains more and more 

importance over time. 

By using Total Quality Management many organizations 
are changing from a highly structured supervisor centered 
system to a work team system of employee involvement. 
During this transformation many of these organizations have 
encountered several problem areas. These appearing 
difficulties may cause higher financial costs and could 
retard the process of conversion to the new system. As a 
last consequence they may even lead to the ultimate failure 
of the conceptual introduction. 

fihahflmant nf Thfi Problem 
This study was conducted to . investigate practical 
problems related to the organizational structure and culture 
as well as interpersonal relations in the establishment of 
work teams within an organization. 
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Kft^earch Questions to be Addressed 
The following research questions have been addressed in 
order to guide the acquisition of data required to satisfy 
the requirements of the statement of the problem: 

1. What are the problems related to corporate 
culture that are encountered when work teams are set 
up in an organisation? 

2. What are the problems related to the organizational . 
structure that are encourteved in this process? 

3. What are the problems among the members that must 

be resolved in order for a team to work together 
effectively? 

4. Could these problems have been avoided, if the 
companies had paid closer attention to the basic 
principles of teamwork and Total Quality Management? 

pgfi nit ions of Words and Terms 

Corporate Culture: The norms, values and attitudes which 
exist in a company. 

Organizational Structure: The formally defined framework of 
an organizations task and authority relationship as 
well as the framework to transport information. 

Interpersonal Relations: The relations among the members of 
the corporation. These can be vertical among individual 
and groups as well as horizontal between the different 
levels of the hierarchy. 

TQM: Total Quality Management . 

TI: Texas Instruments 

IRS: Internal Revenue Service 
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Delimi tations 

This study was based on data gained from companies 
within the four states of Kansas, Arkansas, Oklahoma and 
Missouri. The information deals with internal factors of the 
organization. These are the corporate culture, the structure 
and the area of interpersonal relations. Current concepts 
from the literature recommended to set up a work team 
approach served as a model and provided standards. They 
showed if these problems could have been avoided. 

Limitations 

In any study, several factors may be beyond the 
researchers control. These set up limitations. The 
researcher was aware of the possible existence of the 
following limitations: 

1. The respondents may refuse to cooperate and not 
respond. 

2. The respondents may give distorted feedback by a 
lack of understanding of the terminology used in the 
survey instrument. 

3. The respondents may give distorted feedback by 
misinterpreting the terminology in the survey 
instrument . 

4. The respondents may have a fear to disclosure 
competitive advantages of the company. Therefore 
they may not answer truthfully. 
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5. The respondents may not have access to the 

necessary data needed for an adequate and helpful 
answer . 

Significance of the Study 
The significance of this . study lies in the 
identification of cultural, structural and interpersonal 
problems that companies within the four state area encounter 
when implementing work teams in their organizations. It 
identified the weak points in the actual process of 
implementation and will serve as an advising guide. It can 
be beneficial for anyone in charge of planning and 
controlling such a process. 

Assumptions 

There are possible problems of the structure, the 
culture and the interpersonal relations that hinder the 
transformation of an organization. For the investigation of 
these, the following framework of assumptions was used: 

1. Problems affecting work teams, which result from the 
actual corporate culture can be identified. 

2. Problems affecting work teams which result from the 
existing organizational structure can be identified. 

3. Problems which result out of interpersonal relation 
can be identified. 

4. Theoretical experts, as well as practioners, predict 
problems for the implementation process of work 
teams, if certain rules concerning the corporate 



culture, the structure of the system or the inter 
personal constellations are violated. These problems 
can be identified in the literature. 
5. The findings, revealed by a survey instrument as 

well as by through a literature study, can be com- 
pared with each other. 

Organization of the Study 
This study is organized in chapters so that the reader 
can easily find the portion of interest: 

Chapter I Introduces the reader to the study. The major 
parts of this chapter are the statement of the 
problem and the research questions to be ad- 
dressed. 

Chapter II Presents a review of the literature that was 

used in developing the statement of the problem 

and in the procedures to be used. 
Chapter III Indicates the procedures to be used to conduct 

the study and how the data will be processed. 
Chapter IV Gives the findings of the study in tables and 

narrative . 

Chapter V Gives a summary and conclusions as well as 
recommendations based upon the findings. 
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CHAPTER II 



REVIEW OF THE LITERATURE 

Implementing TQM Related W ork Tfiams in the Public Sector 
The implementation of the TQM concept first took place 
in the private sector. However, the public sector . started 
showing interest in this approach too. 

The General accounting Office of the United States 
conducted an investigation of the realization of this con- 
cept in the Navy (United States, 1993) in the Army (United 
States, 1995) and in NASA (United States, 1995). 
They revealed nine major barriers, during the implication 
process, that were related to employee issues. The three 
most important listed areas are: 

(1) that employees do not believe that they are 
empowered to make changes. 

(2) the employees lack of information and training how 
to use TQM tools and last. 

(3) the employees lack of information and training on 
TQM concepts and theory. 

This leads already to three broad problem areas. They are: 

(1) a lack of trust which might be related to the 
corporate culture. 

(2) an insufficient flew of information that points on 
the broad field of communication, and 

(3) the lack of sufficient preparing training. 



Another investigation of this institution (United 
States, 1991) points out three common features that contrib- 
ute to improved performance. They are: 

(1) the role of management that leads the way in . 
disseminating TQM values throughout the organiza- 
tion and has a crucial influence on the succeed or 
failure of the implementing process. 

(2) the management that nurtures a flexible and 
responsive corporate culture, and 

(3) the way or how fact based decision making is 
supported. 

All together these outcomes of the investigations lead 
to areas which deserve further consideration. 

fmplftmftnt.ing TOM Related Work Teams in the Private Sect or 
The majority of the literature that deals with the TQM 
concept is focused on the private sector. The amount of 
published articles about TQM has increased with the growing 
popularity of the concept itself. Dyer (1977) developed a 
"pre-team-building check list" that covers 14 items to check 
needs and possible problems of work teams. He also listed 
eight items which attempt to determine if the manager is 
prepared to start a team building program. A lot of contri- 
butions come out of articles, that cover in a general and 
broad way the concept of TQM, the implementation process, 
and possible problems. 

Chanudron (1992) lists several common pitfalls that 
occur when companies implement TQM. Mentioning the organiza- 
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tional structure as critical, he also emphasises that_ a 
thorough diagnosis should be conducted before the implemen- 
tation. Additionally he referred to the reward system and 
the performance appraisal systems in the company. The factor 
of compensation is also ment-ioned in the article Nine steps 
to better work teams (1993) besides the recommendation to 
work within a time frame for this procesa of change which ia 
realistic and long enough. In addition to the already men- 
tioned rewards and compensation system, the appraisal sys- 
tems and the organizational structures, Steinburg (1993) 
describes the importance of the information system. Top 
management . commitment, personal mind shifts, individual 
abilities and characteristics as well as team member con- 
flicts are listed as possible reasons for difficult imple- 
mentations. Complaints culled from interviews, books and 
articles build the background of which Gordon (1994) came up 
with 17 points that can cause pitfalls of teams. in his 
ax -icle he communicates the idea that leadership and ac- 
countability contribute to either success or failure. 

Wellins (1992) contribution to this is composed of five 
issues that are considered worthwhile should a successful 
change occur. They are: 

(1) the process of the team design. 

(2) the selection of the team players. 

(3) the training. 

(4) initiating leadership, and finally 

(5) reward team performance. 
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Row well teams function in their daily work and how 
difficult their actual implementation gets, is already 
influenced by the team design and organization phases during 
the planning process. Montebello and Buzzola (1993) provide 
a live cycle model that describes different stages a team 
goes through during its development. The very first stage 
stresses potential dangers that might especially disturb a 
smooth implementation to the organizational environment. 

Stoner and Hartman (1993) introduced facilitator as 
valuable helpers. They describe their broad goals and ex- 
plain, in addition, the role of a team coach. Furthermore 
they point out that it is important not to press too hard or 
expect too much during a team's initial development activi- 
ties. Owens (1991) article dealt basically with self manag- 
ing work teams. It contributes prerequisites needed out of 
the structural and cultural area. He paid special attention 
to the selection of team members, the identification of 
skills and resources needed, the assigning of roles and 
responsibilities, defining work processes, the providing of 
training and finally the issue of team compensation. As 
described in Huszczo's (1990) article, it is not that easy 
to set up teams to work efficiently. Ten common pitfalls of 
team-training approaches are mentioned as well as seven 
suggested components of successful teams. 

Anderson's, Hardy's and West's (1990) article came out 
of the associated area of innovative teams. Nevertheless, 
they provide four key determinants, which can influence any 
team. 
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The3e are: 

(1) a shared vision. 

(2) participants safety. 

(3) a climate for excellence, and last 

(4) sufficient support. 

Other important points they mentioned arose out of a 
comparative study of two teams. Listed are their communica- 
tion of information and their patterns and procedures about 
how decision are made. 

Finally, Prior and Cullen (1993) presented organiza- 
tional interventions as well as behavioral interventions 
that are related to such an organizational transformation. 
The first intervention mentioned include factors related to 
structural changes, the span of control, and changes in 
approval cycles. The latter intervention deals with changes 
in recognition systems and the behavior shown by top and 
middle management. Altogether these more broadly written 
articles provide a variety of ideas. These might become 
sources of problems and therefore demand special attention. 

The following articles are more specific. They focused 
on only one or two critical factors. Chercasky (1992) gave a 
close look at the work climate and especially at the commu- 
nication system inherent to the organization. Another impor- 
tant point of Musselwhite (1988) besides his mentioning of 
the right and sufficient training, is careful integration of 
compensation. A healthy balance between group and individual 
based compensation is as important as concerns about given 
situational factors. 
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An extremely sensitive issue that requires careful 
thought and attention is the involvement of the top and 
middle level managers. Smits (1987) identified their accep- 
tance as absolutely critical. To secure the middle managers 
support he especially suggested several supporting actions, 
emphasizing the management function to serve as a role model 
for intended behavior. 

That not every transformation process happens without 
conflicts is only natural (Vogt, Hunt, 1988). But, not only 
lacking training or insufficient human and time resources 
can be the reason. Even more basic conflicts can arise, if 
the nature of the task or the process is not ideally struc- 
tured to be solved by a team approach. That leads to the 
fundamental question, was the implementation process situat- 
ionally doomed to fail from the very beginning? The work- 
force is not the only one who finds this re-creation process 
demanding. It is even more challenging for every manager in 
charge, regardless of his or her hierarchical level. 

Leadership in a team environment requires different 
styles of leadership as well as different skills (Zenger, 
Musselwhite, Hurson, Perrin, 1992). To be able to use appro- 
priate and different styles is not only important for imple- 
mentation, but also necessary for the maintenance and effi- 
cient utilization of teams. The values and the culture, as 
well as the vision and the strategic focus form the core 
issues and the ground upon which everything is based (Clem- 
mer, 1993). 
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Again, the point of highest leverage in building a 
team-based organization is the teamwork and involvement 
shown by senior management. And, last but not least, McCo- 
rmac (1992) stressed the need to follow a strategic frame- 
work for implementation. Neglecting such a guide leads to 
predictably poor results. 

Related Studios 
A well done documentation of the development process, 
but less of a planned study, was formulated by Cheney, Sims 
and Monz (1994). Starting as a "traditional" organization in 
1972, Texas Instrument (TI) set up a plant in Kuala Lumpur, 
Malaysia. 

They describe how the change from a traditional verti- 
cal structured plant to a corporation occurs, which is now 
highly team oriented. Two issues are mentioned as most 
important. First, the step by step development of the em- 
ployees using the appropriate training. Secondly, it is 
emphasized, that good communication right from the start is 
decidingly beneficial. In conclusion, they offer a model 
that recommended paying attention to five broad areas. They 
are : 

(1) formulation of a model. 

(2) time of preparation. 

(3) involvement. 

(4) values, and finally 

(5) patience. 
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A similar scenario is documented by Ferrero (1994). The 
observed organization was the Internal Revenue Service (IRS) 
that developed between 1987 and 1992 more than 400 cross- 
functional teams nationwide. Besides the blueprint of the 
implementation steps, this article provided a listing by 
Parker (1993) of the top 10 wavs to guarantee team failure . 
What makes this conversion especially interesting is the use 
of initial impact teams. These are designed to support the 
organisations transition toward a desired culture. 

The research findings of a total of 34 field studies 
conducted between 1977 and 1983 built the base to which 
Pearce and Ravlin (1987) formulated their model. Their 
literature research reveals seven basic key determinants 
that influences not only the level of the groups effective- 
ness, but also can be seen as fundamental for success or 
failure of a team in general. They are: 

(1) group cohesiveness. 

(2) communication and coordination. 

(3) reward structure. 

(4) composition of membership. 

(5) intergroup and intragroup status. 

(6) coaching , and finally e 

(7) activation processes. 

Based upon these results a model was set up to imple- 
ment successfully self-regulating work groups. 




Their concept provides a framework that shows five main 
phases : 

(1) preconditions needed to start team approaches 
(related to the task, the organization and the 
personnel ) . 

(2) propositions about the design (as communication 
systems, group compositions and coordination mecha- 
nisms) . 

(3) propositions about the activation ( as supportive 
actions by the management or considerations about 
training) . 

(4) . process criteria, and 

(5) evaluation criteria. 

Especially the first three phases deserve a closer 
investigation because of their immense impact on a success- 
fully implemented start up. 

Summary 

The number of articles recently published shows the 
increasing popularity and importance of all different kinds 
of team approaches. 

However, the listing of possible pitfalls shows, that a 
sound and thoroughly planned and preparation phase is abso- 
lutely imperative for successful implementation. The follow- 
ing indicated broad areas will be of further importance to 
this study: the given time frame as well as the strategic 
framework, the alteration of the reward and appraisal sys- 
tem, and the utilization of external help for the organiza- 
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tion or for a group as provided by consultants and facilita- 
tor. Furthermore, the use of timeliness and proper train- 
ing, the cultural values, and the management involvement, 
and finally the composition of the team. The3e listed areas 
must be seen in context of an overall approach, which in- 
cludes three main hierarchical levels. 
These are: 

( 1 ) the senior management . 

(2) the "linking level" of supervisor, and 

(3) the finally affected work-force. 

Depending on the observed level, different areas gain 
importance. However, each hierarchical level is able to doom 
the whole transformation process. A poor strategic concept 
as well as neglected planning "in detail" by the senior 
management creates problems from the very beginning. A lack 
of training and involvement of the middle and lowers hierar- 
chies also leads to the ultimate failure of the implementa- 
tion. The same effect have missing adoptions of the daily 
work environment or the daily support by competent facilita- 
tor. Each comprises potential pitfalls and will be examined 
more deeply in the following research. 
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CHAPTER III 
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PROCEDURE 

This was a descriptive study where a survey instrument 
was used to obtain the needed data. The responses of 23 
persons involved in the implementing process of work teams 
were used to validate possible problems described in the 
literature as well as to identify other difficulties in the 
actually transition of the organization. 

Population 

The identification and selection of companies and 
especially their contact persons was done with the help of 
Dr. Robert Schwindt, Dr. Robert Nickolaisen, Mr. Bob Chesney 
and Mrs. Jane Davis. Especially Mrs. Davis contributed to 
the successful targeting of the right persons . involved in 
the process of implementing teams. 

PT>ncf>p.tt Used T r> Oht.ain Data 
To obtain the needed data, a survey instrument was 
mailed to people who have been involved in the team impleme- 
ntation or who have been in charge of the organizational 
transition. The instrument itself consisted of 25 questions 
and covered the areas mentioned in Chapter I and Chapter II. 

D evelopment of the Instrument 
Items for the survey instrument were identified during 
the review of literature. They were developed related to the 
three areas of the organisational culture, the organi~ation- 
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al structure, and interpersonal relations. In addition other 
items were identified that related to two or three of these 
categories. Three types of Items were developed. A Likert 
scale was used for items to obtain respondents feelings or 
opinions about the different areas. Multiple choice items 
were included where respondents were asked to put the choic- 
es most representative of their organization. In addition, 
the respondent had the opportunity to outline benefits and 
. disadvantages of the change occurred by using key words. 

To improve the. validity of the instrument and data 

obtained, related items were asked in both the Likert scale 

and multiple choice formats.. 

Validation of t he Tnatnimeiit 
To make the responses on the survey instrument as easy 
as possible, the utilization of carefully formulated items 
were crucial for the rate ' of return and the quality of the 
responses. Therefore the instrument was submitted to the PSU 
faculty members, Dr. Robert Schwindt and Dr. Thomas Box as 
well as to Mr. Robert Nickolaison. 

Their expertise and experience was used to improve and 
clarify the content as well as the formulation of the ques- 
tions to guarantee the best results possible. 

j il i wpv Time Limits 
The survey instrument along with a transmittal letter 
and pre-addressed, postpaid envelope was sent to each coop- 
erating company. This was done between June, 21 and June, 
25. The contact persons were asked to complete and send back 
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the instrument within a ten day period. The last returned 
response that was included in the study was received on 
July, 8. 

Processing Data 
Once the data were received, the findings were entered 
in tables and figures, and a narrative was developed to 
report the findings. Data was analyzed aa it related to 
specific research questions and categories that are related. 
Data was also compared to see how consistent respondents 
replied. All findings were reported in Chapter IV. 
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CHAPTER IV 



FINDINGS 

This chapter presents data, which was gained with the 
survey instrument as introduced and described in chapter III 
and Appendix B. The findings are presented in tabular form 
and narrative. A total of 85 survey instruments were mailed 
by May 25, 1995. 23 instruments were returned by the date 
the data needed to be processed. This is the equivalent of a 
return rate of 27.1 %. 

Explanations to the Respondents 
Initially the survey instrument was designed to be send 
out to companies located in a 100 miles radius of Pittsburg, 
as described in chapter III. However the original target 
area needed to be changed. This modification was the result 
of the available addresses of organizations and their con- 
tact persons. Most companies with relative work teams were 
located in the areas of Joplin, Springfield, Carthage, and 
Neosho, Missouri. 

The Revealed Data 
Following are the tables that present the total numbers 
of respondents given as well as the percentages of responses 
for each item. This form of presentation was chosen to give 
an complete as possible overview. Instead of .already narrow- 
ing down the results on some selected items all are listed. 
This allows the reader to check between different items and 
look for possible connections on his/ her own. Figures of 
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particular interest will be emphasised in narrative form. 

Table I is composed of ■ survey items to present an 
overall profile of the investigated organizations. Respon- 
dents were asked to evaluate statements that had to do with 
cultural and structural issues as well a3 with "the human 
factor" of their company. 
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One important finding is the response given to items #1 
and #2. In almost all organizations (87 %) there was uncer- 
tainty and even, in nearly a half, fear of what to expect 
from the changes.. Interesting too was, that only about a 
fifth of the organizations stated that they had clear roles 
and expectations (item #3) for the upcoming time period! 

The next item to look at is item 34. It deals with 
complains of supervisors about loosing control. Only about 
39 % faced this kind of problem. However a cross check with 
table V shows supervisors as the leading category in the 

"resistance charts". 

One of the most critical contributions to a successful 
implementation of a team approach was identified in the 
literature as "walking the talk" of the upper management. 
Slightly surprising was, that only about 65 % of all organi- 
zations evaluated their management in item #5 by doing this. 
Item # 7 showed no really strong tendency for a rating. 
But, over 40 % agreed that employees showed a reluctance to 
be involved. 

To reveal who actually was seen as most reluctant, 
survey item #23 was designed. Its results are presented in 
table V. 

Item #8 and item #17 showed a contradictory tendency. 
The majority of all participants agreed that they were 
informed about the upcoming events and that the information 
system provided (item #9) was suitable for the new situa- 
tion. However, only 34.7 % agreed that it was easy to get 
the information they needed easily (item #17).. 

- 24 - 



ERIC 30 



Also seen as critical in the literature was the provid- 
ing of an appropriate time frame. A majority of over two 
third of all companies respondents saw their time frame as 
sufficient. Even when 73.9 % identified the competencies 
needed as available in the company (item #11) almost half of 
the respondents disagreed with the statement that the team 
members possessed the skills and abilities needed for their 
new tasks (item #12), Only a relative small percentage of 
17.3 % felt that their employees were afraid of loosing 
their job during the restructuring process. 

Using a form of compensation appropriate for the new 
situation was also one factor mentioned as necessary and 
critical for the success in the literature. Only 34.7 % of 
respondents felt their system used was appropriate for the 
new circumstances. 

Finally, item #18 was designed to investigate if the 
work force believed in the benefits of such a work team 
approach. Although only two respondents stated that, the 
work force seemed not to believe in the benefits. About 56.5 
% rated their work force as- uncertain about the benefits of 

a team work approach. 

Presented next are the tables that show the responses 

given to survey items #20 to #23. 
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The border between uncertainty and fear is sometimes 
hard to draw. To simplify this differentiation, item #20 was 
designed as a cross-check against survey items #1 and #2. 
Respondents were asked to indicate the climate in the orga- 
nisation during the time teams were implemented. Responses 
are given in the following table. 



TABLE II 
ASSESSMENT OF THE CLIMATE 



Climate 


Responses 
# 


% 


Fear 


0 


0.0 


Uncertainty 


17 


73.9 


Trust 


4 


17.4 


Excitement 


4 


17.4 



The overall climate definitely is one of uncertainty rather 
than one of fear. But, still noticeable is that in almost 
74% of all implementations, this process is connected with a 
more negative than with a positive attitude. This is con- 
firmed by the fact that only 17.4 % of respondents assessed 
the climate during that transition as one of trust, and al3o 
only 17.4 % described it as one of excitement! 



Respondents were asked about the types of training 
given during the time teams were implemented. Table III 
shows the different types of training offered to the em- 
ployees. 



TABLE III 
TYPES OF TRAINING PROVIDED 



Training Responses 



Conflict Resolution 
Communication Skills 
Team Decision Making 
Problem Identification 
Problem Analysis 
Use Of TQM Tools 



7 30.4 

10 43.5 

19 82.6 

17 73.9 

16 69.6 

15 65.2 



Almost 40 % of the respondents used at least five of the six 
listed kinds of training. Emphasized was training that dealt 
with team decision making (82.6 %) and problem identifica- 
tion (73.9 %) while conflict resolution was the least used 
with only 30.4 X. 



Respondents were asked what groups of employees were 
provided an overview of coming events and changes during the 
time teams were being implemented. 



TABLE IV 

ORGANIZATIONAL LEVELS PROVIDED WITH INFORMATION 



Employees Responses 



All Employees 11 47.8 

Top Management 5 21.7 

Top and Middle Management 14 60.9 

Individuals Selected Per Team 7 30.4 



Table IV shows the different levels of the organiza- 
tions provided with information. Interesting here is the 
relative small percentage of organizations that provided 
information to only the upper management level, and the high 
percentage that provided information to top and middle 
management or even all employees. 

Table V shows the different organizational levels as 
listed in survey item 1*23. Its content is a ranking of these 
groups based on how reluctant they seemed to be in support- 
ing the implementation process during the transition. 



CD 
CO 



U 
D 
J 
W 

H 

a 
a 

z 

H 

w 



m 
j 

1 

o 

H 
< 
H 



E-" 
W 
W 

w 
Q 

to 
O 



9 



■a <*> 
aj a) 

o 

(0 



< 

Q 
W 



CI 0 
« -H 

S "§ 

> «' 





iH 


t> 


VD 




in 


m 


VD 
(N 


(N 


cn 

VD 


r- 


n 


CT> 


VD 


in 


vd 




o 


iH 


O 


o 


o 






VD 
(N 


n 

iH 


o 


-O 


VO 
(N 


r- 


VD 


m 


o 


o 


VO 




r- 


t"> 






■<* 




00 


(N 


r- 


00 


t- 
iH 


"3" 


(N 


in 




(N 




iH 


o 


r- 




m 


r* 


O 


o 


(N 


r- 




(N 


m 

iH 


o 


in 






in 


m 


r~ 


r- 




r- 




f~ 


(N 


00 


m 


00 


00 


00 



in 


(N 




at 


O 


H 


vo 


VO 




• 


• 


• 






H 




aJ 




u 


C 




c 


a> 




a> 


e 




B 


a) 




a> 


Dl 




Dl 


IT) 


w 


IT) 


c 


M 


c 


(0 


0 


IT) 


S 


W 


s 




•H 




a) 


> 


M 


i-i 


M 


a) 


-a 




a. 


-a 


a 


a 


-H 


3 


D 


s 


W 





N 


O 




CO 


P» 










(N 


P» 






r-l 






ai 






> 










w 


J 




a> 






a) 


i-i 




>i 


IT) 




0 


C 




t-H 


o 




a 


•H 




B 


w 


w 


Ed 


w 


c 




a) 


0 


a) 


«-i 


•H 


c 


0 


c 


-H 


M 


D 


J 





9 

ERIC 



- 29 - 



In addition to the total number per rank and their 
equivalent percentage, an average ranking was figured. How 
it was calculated is shown in Appendix C. The number of 
responses given for the unions was not sufficient to build a 
meaningful average. Furthermore, a number of responses 
marked "not applicable" for the union category which would 
indicate that their employees were not represented by a 
union. 

Over 20 % ranked the upper management as the most 
reluctant; nobody ranked them second, 8.7 % ranked them as 
third and 26.1 % as fourth. The column "not ranked" covered 
the situation when the particular group was not ranked among 
the top four most reluctant groups. Over all, this table 
reveals the supervisors as the most reluctant group followed 
by the professional level. Surprising high in particular was 
the percentage of the upper management and the middle man- 
agement level listed among the top four resistent groups by 
respondent with their average ranking of 2.69 and 2.60. 

Survey items *» 24 and 8 25 were designed to give the 
respondent the opportunity not only to list the biggest 
problems experienced, but also to describe the benefits 
gained. However, the listing by using key words did not 
allow the responses to be displayed in a table. Therefore 
appendix E provides samples of statements and quotes given. 
However, despite the variety and diversity of key words used 
were some problem areas and benefits mentioned with a cer- 
tain consistency. The difficulties to ensure the participa- 
tion and collaboration of all members of a team were also 

o 37 - 30 " 
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described in a similar manner. Again, uncertainty about 
upcoming events and a lack of trust among employees were 
often reported. 

As benefits were stated higher standards of quality and 
improved communication within and between departments. 
Furthermore an overall change of minds toward continuous 
improvement mentality was noted. Finally, the development of 
a "we-attitude" and the process of "taking ownership" was 
frequently observed. 

Hatching the Data and the Research Questions 
At the beginning of this study four research questions 
were asked to guide the further investigations. These re- 
search questions built the "mental frame" first for the 
review of the literature, and later for the design of the 
survey instrument. Sometimes it was not always that easy to 
relate one survey item clearly to only one of the three 
categories; cultural, structural or interpersonal. Some 
survey items tended to fit in more than one of these or to a 
category that contains elements out of two of them. Others 
can only be seen in the broader context of these categories. 

One of the biggest problems related to corporate cul- 
ture is the uncertainty and fear experienced. Almost nine of 
ten organisations investigated reported this problem. Data 
in addition revealed a work force in which about only one 
third of the employees see any benefit in the new approach 
or is convinced of its advantages, and nearly one half is 
reluctant to be involved. 

38 _ 3l - 



A problem related to the organizational structure was 
the communication network which for only one half of the 
respondent's organizations seemed to be adequately suitable 
for the new situation. This might apply to the actual physi- 
cal network as well as to regulations that determine who is 
allowed access to what kind of information. 

Both research questions #3 and #4 were related to the 
scope of this special problem paper. Responsible for that 
were several factors. First, 'the number of questions asked 
per survey instrument was - and this is in particular true 
for such a "research exhausted area" as Pittsburg - corre- 
lated with the rate of return. The more questions asked the 
lower the probability of receiving a filled out and usable 
response. So, the limited amount of questions ultimately 
also limited the resear-chable areas. To investigate closer 
if the problems revealed would have been avoidable would 
have needed a lot more cross checking and relating informa- 
tion. The second factor was the time available for to de- 
sign, to development, to analyze and to evaluate such a 
study . 
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CHAPTER . V 

SUMMARY, CONCLUSIONS AND RECOMMENDATIONS 

Individuals from 23 companies gave responses and input 
to this study. Not all results reveal astonishing or totally 
surprising insights. To • compare, analyse and evaluate the 
responses given per item was beyond this study. Responsible 
for that was the previously mentioned time frame as well as 
the unexpected low rate of return which resulted in the 
relative small number of participants. However, this study 
can provide "food for thoughts". Possible impulses for 
further research could arise out of Figure 1 shown in Appen- 
dix D. The idea behind this figure is, that it is often 
easier to understand data and show relationships by using a 
graphical aid. The single statements of all items used in 
the survey instrument provided the elements that the figure 
is composed of. The arrows drawn represent possible correla- 
tions that might exist. That way they represent thinkable 
connections as well as can serve as help to the development 
of assumptions that needs further investigations. 

Based on these possible correlations and relationships, 
further research should consider investigating: 

1. how items 81 and 82 are influenced by item 8 8 and 
89. One reasonable conclusion is, that the more 
information about upcoming events provided and the 
better the channels of communication are, the less 
the amount of uncertainty and fear. 
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An indirect relationship from 1*8 to #3 and finally 
to the items #1 and #2. The clearer the work force 
knows what its new role will be and what will be ex- 
pected, the less uncertainty there . will be among 
the employees. As Table V shows, only 60.9 % felt 
they were actually informed about the upcoming 
events. 

How easy it is to get information definitely has an 
impact on the overall climate also. Item #17 reveals 
that only about one third stated access was easy. 
This might indicate either a deeper cultural resis- 
tance to share information, or that this important 
detail is just neglected. 

To provide a suitable system is a premise to item 
#17 and has from there an impact on items # 1 and 
#2. When only 30.4 % disagree with the statement of 
having a good communication network, it might be 
interesting to look at other road blocks that obvi- 
ously hinder the access to needed or wanted infor- 
mation. 

Another linkage might exist between items #3, #12, 
#19 and #21. When in over 75% of all organisations 
no clear understanding, exists about the work force's 
new roles and expectations, it could be worthwhile 
to examine closer how the preparing education and 
training phase looks like and how it might be im- 
proved. 
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Over all, the biggest problem identified was the exist- 
ing climate of uncertainty and fear experienced in nearly 
all organizations by employees through all levels. Apart 
from the fact that such a. climate contributes to a negative 
work atmosphere, it definitely impacts also the bottom line. 
Such a climate can lead to a unnecessary extended period of 
transition and so cause high costs for the organization. 

As recommendations, three things are finally seen as 
imperative : 

1. Sound and timely information about upcoming 

changes and events must be given to the work force. 
There should be little place for rumors, specula- 
tions and distorted truths. That includes not only 
information of what the final goal is intended to 
look like, but also the approximate time frame. 
Beyond that, relative specific blueprints should be 
given to all levels detailing what their part will 
be within this transformation and how the training 
offered will prepare them for their new tasks. When 
clearly communicated to the employees, there should 
be no uncertainty about expectations or "fuzzy 
goals" . 

2. "Walking the talk" by the management is the basic 
prerequisite to establish credibility. It not only 
shows how convinced they are about that new ap- 
proach, but also has an impact on how much the work 
force is going to believe in this new approach. 

42 



3) Finally, the access to information needed and wanted 
should be established and secured also for lower 
level employees. This not only supports and increas- 
es the factor of management's credibility, but also 
prevents uncertainty causing rumors about what will 
be expe.cted and gives the employee an orientation. 

Implementing teams in organizations is definitely not 
only very interesting and fascinating, but also a very 
demanding process to everybody involved. But, the rewards 
can be high. Therefore, research that helps to implement 
teams successfully can only be encouraged. 
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APPENDIX A 




Technical Education Department 



1701 S. Broadway • Pittsburg, XS 66762-7561 



316/235-4632 • FAX: 316/235-4006 

Research Student 



June 25, 1995 



NAME OF COMPANY 

Mr./ Mrs. [Name' of Contact Person] 
City, State and Zip Code 



Dear Mr./ Mrs. [Name of Contact Person] : 



I am a graduate student participating in a Master's Program 
(Human Resource Development) at Pittsburg State University. 
Research in an area of HRD related to our career interests is a 
part of the degree. 

My research deals with the transition of a "traditional" 
organization to one that implements and uses teams . This is a 
very demanding process for the organization as well as for it's 
"human side". And, nobody knows that better than you as somebody, 
directly involved in it. 

Therefore, I ask you for your experience and for about 4 to 6 
minutes of your time to fill out the form and to send it back to 
me by July the 5th to give me enough time to process the data. 

The research project is designed to reveal the most frequently 
problems and those that interfere most with a smooth 
transformation to teams. 

The result should be beneficial to anyone in present and future 
charge of such an implementation process. 

If you are interested in the results of this project, please fill 
out the address field at the end of the questionnaire. The 
information you provide will be treated with highest 
confidentiality. 

I sincerely appreciate your time and willingness to participate. 
Sincerely, 



( Martin Splett ) 
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Please identify using key words the three biggest problems during the 
implementation process of work teams 



2. 
3. 

Please identify using key words the three biggest benefits from implementing 
and working with teams 

1. 

2. 

3. 



Thank you for your time and your contribution. Your participation builds 
valuable input to this study. Should you be interested in , receiving the 
results, please check the appropriate field and provide in your mailing 
adress . 

O not interested in. results 
O interested in results 

Name : 

Company adress : 
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Shown here is how the average ranking was calculated which 
is stated in Table V. As example is used the group of upper 
management . 



# of People Ranking 



5 x 1 =5 

0 x 2 = 0 

2 x 3 =6 

_6_ x 4 = 24_ 

13 35 



35 : 13 = 2.69 



Average Ranking for the group of upper management : 2.69 
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SELECTED PROBLEMS EXPERIENCED 



Not enough understanding of the tasks. 

Not enough training / training not thorough enough. 

For most people the time between training and application 

was too long. 

Employee's fear of supervisor reprisal. 
Upper management had trouble "walking the talk" . 
Top management became upset with a team's solution to a 
problem. 

Lack of guidance from steering team. 

Involvement of supervisors was omitted. That caused problems 
because workers did not receive support outside 
meetings. 

Why teams? 

As long term project: Where is the return of investment in 

"doing teams"? 
Pressure from routine work besides all changes. 
Time: it took ten years to get at the current level! 
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SELECTED BENEFITS EXPERIENCED 



Improved teamwork. 
Improved morale. 

Better employee climate/ more open communication among 

employees . 
Cost control. 

Taking ownership / a sence of purpose aside from producing. 
Problem solving moved from symptom correction to cause 

correction. 
Better decision making and improved ideas. 
Cross functional awareness. 

Reduction of barriers within and between departments. 
Management gained respect for line members ability to solve 
problems. 
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